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L ’* t :o start by exempting myself from this Invitation for 

mercth-s critic is*.jr^he end.ln my new responsible position te'uae 
a word that U^onmonly applied to^fehe Government of Souph* Vietnam 


[wh 




I *m feeling rather fragile as & r . 


Ich t * main responsibi 

/ 

resull of the last coup le' of months/ Merc i lessor! tic ism on a*!y 
' . , - 

subject l don t ne*,d Friendly, suppor t ing' comments J The Cuban fA t l-u 
L ov •' t * J r 

" rl '* ! ' 4 ‘ f! w hlch w—** just recently commeaorat Lmg left us with 

ambivalent attitudes tovird both the notion of crises and the notion 

of management. It taught us that crises could be good if they could 

hesult in the advancement of national aims^if they were not entirely 

episodes of anxiety and offensive behavior. It raised the possibility 

that crises could be looked at to some extent as opportunities. At 

the same time the word management^* in news management) acquired some 

unfavorable connotations and yet the crisis coincided with a growing 

Q* rvoV' t 

feeling that the likelihood of^major war ^preceded by a crises was 
***^8 much smaller than we considered earlier. Those of you who 
have bee n command and control problems for years know that most 
of the effort over the years £eaUy£~ would was based upon planning 
for anti r 1 sm.trig relee*4 it an episode that was essentially 

C\^ n j \ Cfl 7 

^idout of the blue kind of agression against the United States? The 
indications of the Cuban crises and (tL^.^lOng.^back. on]other 
incidents that we've been through began to impress people more with 


In particular if major 


the thought that If major war ever cam* 

C* 5 ^ 

muclesr war &***-r*ne. it *u*rTd come as a result of a major crises 
proceded by a crisfes.^hi<^Hr» - ce sa y tlt aj It would not be in the nature 
of a building that burned to the ground before the fire alarm Alerted 
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searching for a solution at the highest levels of the Government^ 
l. yroW* y* ^ 

period of internal consultations period of (s^a- y .. < u> p , „ .Aa£L..A i “M« » *d\a t 

prolonged that is having some duration, a period of soul starching 

of 

at the highest levels of Government consultations with our allies andj 

of v a 

probably coranunicat ions of various forms with opponents. Why this 
perception dldn t (We rty-fro eue- t-nteT*-rc--#*daltjar 1st much earlier is 
a (Utxlft] hard to say because there K s v c been events that the news- 

t 

paper* label crises snumuch the same tens* as the Cuban crises m tore 
without apparently having raised this kind of attention* We can all 
think of Sue*, Lebanon, Kuwait, on a slightly lesser scale^such 


isJ 


events 


were typically labeled crises as the break-up of the \ c \ ( +0 P*/ •' 




summit conference, the U-2 episode, even l A simg e like the skybolt 

•jr- 

eyitode, certainly the bay of pig®* ( jfa f aa-a-H-thtttkTbf"the*e 
a faff's iln part <«* probably they didn’t raise the same dewi of 

attention and interest because in the case.for example.of Kuwait 

.. * J 

cv** ‘tVa 

('and some of the othersj bay of pigs, there was considerable^ public 

~ £U,-<jaV<i "Ihcie. w*tj < 

disagreement >*jnrts the objectives that se eme d to be pursued, ftr 

good deal of controvers^unlike t yp t a e4 l y the Cuban crisysiso that 


credit for the degree 


the adminlstaation at the time didn't get \ 

9 

of management which it may have exhibited during the crises. 

g vf +U*., h* - 'H***^ - 

rU ^ n,r real 1Y crises as auch a#* something to be studied oa<1 

learn from management is something to be analysed and impeeved. 

A 1 * 


We 11^ r > ~i‘ - ira y this is legacy of the Cuban crisis to a large 

2 at the moment 

extents In connection with my duties in ISA, I'm involved in day- 

j ^ had* the 

to day operations concerning South Vietnam^wtTrett i* obviously aacharacter 
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13 • ■ j seeded bv soon six months >r- w^ch I 

was studying crises-, past -r-o with hope to learning sojh- insiders 

that would bt available in > > c future. 1 -^mi — » oawartr-n- -r*-^q. :r 

a person whose knowledge of crises had tarlLer been based mainly 

on the newspapers, I got to t'c course ot that study a good many 

hed c' 

surprises as to wr.at going on. It left me with the feeling that 

crises were not only an unstudied, but really an ununderstood 


t I bee amt most conscious 


crises. In many cases^unar.c: - tp-ted obstacles, m* barriers that Jew*. * p 
rv~4i*e pressures that arose against, studlng these phenomenon, 


oieanfc 

of C 0 .. 

r that fctudy 

e » aiot 
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w* the obst, 


walls that are constructed around the Inner phenomena of crisis ^ 
had bean^nidden from me j mr-trr-NM*, and 1 trunk are hidden from a good 
many people. And they are -..uificant m themselves.. In fact -v 
rw«w*k I’m g^ii.u ~fo organ lie trus brief talk around some of the aspects 
of crises ^OMawaiwfrttr?' af} which constitute barriers ta^.od- 

Us 5 • A 

problems to w-rr ,tudy <*—» I think that to understand some of 

che»e problems, some of the tcullar aspects of crises datable to 
understand some important things about arises. The aspects of crises 
then chat I'm going to talk aoout are four- the crises as failure, 
the crisM as surprise, the crises as dialogue, and the crises as 

”“ U ' .. of 




rovrrrts] rhe fact is that the aujor crises that triri uo 

__ ochers that c <w, 4 *n.A 

tho o leix-tliJiJ I ve listed^aad caaa that you wmk do have the 


■co~'mnd 


characteristics of coming^as they appear in the newspapers w-fee—< 

on -*• . ' 

surprises* ««l^s a nutter of fact^ ft « close exmination, 
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they usually did involve sigr.it. cant surpreies . Now cheat surpnves 
re not always -that the publi. thought they were, or what the Preoiden’* 


ve 




may have said tn^y were, what various columunieta may have said they 

rt ' ^ ^ r*. 

were. But the/ seemed to be ana^ne y fc wl ea g j they were very significant 


asp^ts of aurprises.* This in iioelf becomes surprising as you begin 

to delve into the process of crises decision making. Bec a use s ftwwt 

one thing you become aware of is the extraordinary range of information 
3?- ^ _ a.wi w<»<' tVy 

that the President has available to himw The kinds of information 

f ^ <* 

who secrecy is quite 4 * well guarded, +*• 11 flf ifhfrM *nd 

the intensity of the inrelligecce mrnr v a mw m xri process le*dj< up to 
events 

these —i d e n r-^t a ^e rn- c ^gspite this effort and the sophistication 

of it, fQ-y* ^ > 'w j yor rw t r^g ^lnvolW^ff^gtip^'OTttttgHfK at 

effort Id one way op.another, inspire of- these>quite#shocking sur* 

prises did occur.(And the fact that the crises began with, now we one^ 

jTwtf p f » 

of course the dramatic ^-~meMttOMd of Cuba was the actual appearance 


of the MRBM ‘8 ard IRJkVs on Cub** but In several of the other eases X 

mentioned M-aril were major surprises^ Suez^.ii»s 4 is one that is a 
* the 

little complicated to discuss because »am m surprise was not certainly 


the simple fact that the Brici.Ji and French did cooperate with the 

.1 

Israelis in the attack but the timing of the attack,the exact nature 

*a * ’ 

of the attack did in fact involve tactically, at least,quite startling 

i -t 

aupreae to Eisenr-ower and Dallas. This is attested by a number of 

A * 

people in public accounts is-iiaiiy-aui^ojrced'lntertially'i *r* 

\ , U 

all that© necessary Is that there by surprise about a significant 
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„d by that 1 *.» bhdt «.t« »*« made . <“»•«““ 

If you predicted it. U doens't have to be gross outline* of 

„ut It a. can be the timing, tt ten be the preclae direction, it can 

he the statements anal accompan. it,or the other event, that accompnay 

ft. thing, which If they had been anticipated would, have made a difference 

to the decision maker. To use the technical ter, J* decision theory, 

these are event, -hose occurrence 1. ...ociated *”*' 

. t--^ry this seems to be associated 

regret by the decision maker.. ---u ■■ ' £ K 

nithfiush jLc would not necessarily put 
strongly with these major crUe,, although >c woui ^ 

. U riaif <ni rior S» 1 want to come back X*t a xoment to 

it as part of the definitions y 

.« of the consequences of the fact of .urprf.e. 

.. ... crises aa failure, £. very faci of * urgent ehalleng. 

requiring very urgent high-level con.lder.ilon, Pre.tdehtial participa¬ 
tion almost presupposes that somewhere the .yece. ha. failed. Reiro- , 
epectlvely, evetyronc may be absolved from this implication but in 

the meantime th. very existence of the .ituatlon raises --- 

.1 -presupposition thetas In th. p.om,e~~e—' 

, -head' someone had blundered a—what*. someone had failed 

to foresee^ There 1. « presumption to this effect which mey or me, 
not turn out to be .rue. Someone had failed to foresee the situation 
end planned for It earlier which i. why you —«*~co Hod yourself 
hewing to work late all night. In fact .11 

a | f |,---- **• •“ M * fl0W1 “ 


from Tex** 


issw.,, Mi.iUii siorr nf fifcf, ^~**«***n' 

it* 


i. Somebody failed ♦ Or^ the 

thing f-d been foremen, tad ao-b-, »t been prepared for* .the 
implications hadn’t baen foreaeen. Step, were not taken to detour , 

the opposing move, that had raised the crises or to counter them In 
















led by the r.esd to consider . :olent 

Whv were not alternatives r i-pared 


<£'V 


t alter tiA- 


advance. The cri-t.- t » 
counter measure-? ir tne - r or t . 

or used ch.t would have V r oo 1... d.‘ Che i*rd for ch.su viol 
tl „,! W6"th«.« «. dll io.-.co d L U 

vt ljM -1- y which are go mg ro be asked the President ir. nis 

pres, conference And the r-ooervet of chine question, m»y ke = K the 
Free. dent from h.vfng . freer cl- ference Ui che next ~e« or two, 
„. .1,1. r£>. - F*«hdt rood «.«„ he IS going Co hove CO 


free chore ,u«.cions m Che- I" Che Cl., from oor sll.elo 

md in hU official family to say chre cli.se eo.scion. eer, raised 

i. to sry Chrc che president n,/ .oUtlcrl «.M. l--a,c ><»»>•»-• 
^ i this espfiode which we iabtil & cri^s# 



Judged having failed In some respect and of course he has many 

potential failures still ahead 01 him. By def intt urn 

public attention ha* focuecd upon the President's w+T and the 
administration policy in this episode, which means his decisions 
will have to.be made in tne Ught of the outcome but also in the 
light of whatever leaks out of the decision process- Ue willl be 


fudged on the bases •*xk**xx*«|« of his competence in general and 
this has political significance i n p .a rf .iAa Ur utiAXL binrv-CTrtr.g 

near a -pe t mi a , 1 an election..,. t . . f - 

r* ,...\\ vWe>vW 

When the public w-U. ^vno-co w~*«t what it hears and what it 
learns about Presidential performance in administrate performance, 
and act on it bv their vr-tes.. — curiously 1 th 













